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FOREWORD

This FERDC' Bulletin is designed to assist

those people who are, orewill be, responsible for .
" planning and 1mplement ng a Teacher Fducation

C enter
< ) s ) o
We are fortunate to 'haue authors who hav
séen the 1mplementatlon of Florlda Teacher Fdu- ‘ LT

_cation Centers from’various points of view:. as

an “insider" b_alplngvdeuelop the plans and 1mplo-o
reenting a Center; as a person at the state level * ¢
dttemptlng, to interpret the leglslatlon ‘and assistf

Cuenter people in their planning and impleinentation;

"and as an obhserver/evaluator working with various

Cantms . _ o : ’ ' o
oo FERDC Congnatulatvs the authors on their - -
erntatlon of concrete problems, reactions of - ’
~
pa

icipants, and promctl‘ens of Where Coenters

© - -

.ap}/ear to be he admg /‘*-\ . S '. :

. , W. F. Breivogel, Ed.D." '
'SPT"“W'.» 1970 - : Exccutive Secr.e';t.aryvv
AR i * /
| ' . A ) T

Aruitoxt provided by Eic:
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» PREFACE

For those in Florida think’ing' about starting
"teacher education centers (establis.hed",by' law in = - 7
1973), there is a special need to know problems
these centers faced 1n their first year of operation,
As teacher centers grow in popularity in our
. country, hundreds of school districts, teacher
organizations, colleges of education, ancl“"unaffil-
lated groups of teachers are deciding whether or
‘not to start a teacher center, Whether by law or
by choice, school personnel should be aware of the e
problems ‘attendant to-starting a teacher center, ‘
. This monograph is.directed toward portraymg
‘poténtial start-up problems so that planners may
understand and even plan for their solutlon. Our
aim has been to prowde potentlally helpful infor -
. mation to 1nd1v1duals and groups who are consider- -
ing becoming active in téacher education centers,
‘4\esbec1a11y in Florida, A legltlmate scholarly con-
cern also exists about factors that influence
educational change,. Whl_le we do not 1ntentlon‘all‘y
5eek to address.'the problems of change, useful
evidence may be found for students of those pro- o
| blems.

- .

—_— i ’

' The reader should realue this 1s an h15tor1ca1
document coverlng the problems of startmg Florida's
first ten teacher education centers (1974-75), .Since
then, four fiew centers have been started, - chan.ges
have taken place locally and state-wide, and some of
the problemsg reported here either hadve been’ solved
or have dlsappeared and newer ones have appeared B




_ © This monograph is based on the authors'
different experiences and perspectives, It'is

‘ partially the result of field research sponsored _
by grants’ from the Florida Department of Fduca-
tion (750-177) and the United States Office of E
kducation (OEG-0-74-2991), It reflects the ' o
involvement of one of the authors in a teacher .
evdu.catlon center council, A general perspectlve ‘

" is added by another author who is in direct con-
tact vcith each of Iﬁlol“ida‘s centers. '

Any undertakmg., of th1s sort owes deep- 'A
felt L,ratltude to those whose efforts we study
and comment on, We only hope our thanks can

. be expressed in the usefulness of our work,

-k

AAVF
SMK
TP

January,. 1‘? 76
(,amuswlle\ Florlda
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II‘A( HLR EDUOATIO\I CENTE RS IN FLOI\iDA o . .‘
e AN OVERVIEW - '
a As the 1975-76 school vear beginé ther re are ' - e

already ovér 4, 500 teacher centers in America,
Their rapid growth in the past few years has-led
educational commentators to say that the teacher
center ' 'movement’ is the hottest item on today's
~educational ‘scene, One reason for the rapic’l '
' growth of teacher centers is the flexibility: of the
concgpt itself. Currently an almost bewxldermw
Varlety of or;,am/,atmnal forms, act1\«1tlcs and
purposes are gatl‘xtre(] under thv label‘ '*teacho
. center o ‘
W 1th1n th1s \arlety two s_,qneral and funda-
n'entally different types' of teacher centers exist:
single-agency and multi -agency. S1ng,lv:->§.gehcy
centers have been formed by groups of teachers, '
- school districts, teacher or 0a1’m"1&atio:1s and private
concerns, in which tea(,ers gather together on'a ¢
voluntary basis to share ideas-and materials for
- the dual purpose of fellowship and professional .
improvement. This type of center appears to Be
an American adaption of the British style of in- ‘ _
formal teacher center. Multi-agency teacher o ‘ ‘\
centers have becen established by consortia of ¢ - Cnd
teacher fraining institutions, school districts, and - "
' often teacher organizations inan effort to deh\ or
more cooperative. and field-based teacher edu;atmn

\
1




-

Ihls type of center rebts on the cooperatw
~delivery of teacher education services and can -
be more accurately thought of as a cooperative:
teacher education center rather thah simply as a
center for teachers. Mu_1t1 agency centers have

P

‘grown more from reform efforts in teacher -educa- B

tion than from concerns of local groups of educa-
tionatl practltlonel s. Teacher education centers
in Florlda are. mult1 -agency centers. : .

The Teacher Ed\'i‘ca'ti‘on Center Act of 1973 .
(Florida Statutas 231, 600-231,611), as amended
in 1974, provided for the development of a statq-
wide svstem of teacher educafion centers and
sponsored a new. form of institutional cooperatlon '
~designed to give new shape and meaning to teacher
cducation in Florida. -The followmg passages from
“the Act illustrate the 1ntcnt and scope of the~
l(.glslatlon ' - R B B

~The purposes of this act afe.to declare’
- asnew state policy for the pducation of
‘tcaghers..... ’ - 8 ’
: -The most 1mp01 tant 1nf1u nce the school
" can contribute to the learning of any .
student is the attitudes, s"kllls, know- ‘
ledge, and understanding of the ‘Lteacho,r._
"-Teachers can best assist w{{;hv‘improvin;g
\ education when they partiéipate in '
3 identifying nceded: changes and in
‘ demg,mng, deve’op1ng, implementing,
and evaluating solutions to meet the
. \

N
P




1973, thc res ons1b11/xty"for operatmg

programs for ;;?ervme and inseyvice
teacher educ Lt is ‘assm;ned ]ox.gltly

nt and p'articipatiOn of* . - ‘ A \,
\and estabhsh ,procedures . ’

inv_o_lve
teacher

lis
in sd¢hool districts,

v

TN o 5,»“\\'

The flanguage of this Act gains 1

.the new r sponsibilityg ds assumed by teachers, f
. school diftrict admi istrators and uniyersity _ - o } ’ .

personn 1. Making teacher education & partner- 3
10re easily,’ accomphshed in leé,al language |
ctual practice, The new pol1cy\ is-neces-. o
lthough not 'sufficient, for. brligﬂlg, about ' o ; B
S R

i

ife throu{_,h

ship is
~than in
sary,
need%

change 1n the condu_ct of teacher education.

|
!

4 n /
Lo, !

fIn br1ef teacher educat1on centerq Were
1shed by the leglslature to be a cooperatlve

11 '\\,"/ ‘n, 1’




venture among local school districts, colleges of
mwuatwn, comnmunity.volleges, class rcom‘taachf,ra,.._w_“
Akl Jonanunity representative’s, /These groups are - .
nposed to Lullaburatwel} determine ‘:taff dszvelop» <
1 ent acecis of schivol district peraonncl, plan : R
training activities, d.ﬂd deliver servikes that are
responsible to uienhfwd needs, dnd subéz«:quentlv ‘
v x,xluaw their prugrams. In Florida, teacher '
cdueation centers are not hiildings orv snemﬁc ’! :
places wiwrétya‘cﬁhnr;‘ neet, for trammg. In that'
sunse, the terny Jcenter is mtsleadmgﬂ hmiher ,
Carerthey b()lul\.’ far teac he'r §, since all's school .
sitstricet o zplc;wcm aa‘v'vhuble toFetei ve their
.?“t et'; developrnient trainigg ‘through the r,\emer\' sUC h R
L '\w_q? include administrators, prmmpals, e
S e mr:w,‘ cu.e,tmlh r‘.a, ‘and bus drwe(rs;. ihus
s Fhertdd) ‘J teacher, co xm rs are not stmctiv "ma::lw _
enters) o huat are \;umr dinating agc«nmes smthm ’ RN
wenl oss .Luni mstrzct Aadministrative units’ w}nch: '
nlaz, dcln er and ew\hmtc tcacher edndation and
SEATE dielch m-mmm nroara.x,« for partzczpahm, s)hocl

. hY
Codieirictsg . SR ‘
- o : .e . o
: + cu

e o Fuliillivient ofthe lepislative intent r%rcs

© onew b i;(l\-{l)r : on the part of all- groups in teacher
3 , coagation, Ieachc s have to assume more initia-

e tite and respo lﬁﬂhl;t‘« in their professmnal training,

o '-‘,-;nfhu'»zu.,h this ryav seoens unfamiliar to thern,” Schsol
aivtrict administrators ha\ e to abandon their . ) '
traditional duty of “giping’ dAnservice’ educauon to .
tedel hers \xhvt}wr it niedts tcaz_her needs or not; 4

Tanive wsn\ per .sonnol likewise, face thexr\ respons-
ibil:ty ol atte¢nding to temc:hcrs and admmisirators ‘
% . as enual partners in an enterprise which, up to mow,
' ' © o has been n assumed mostly by the university, {‘Im,‘xda s

E!‘

K

enter

-

\,

s . “.. | . ‘ / o 4‘ . . - \
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new state policy for teacher education will be fully
realized when teachens, administrators, “and ‘
collvpe faculty learn to cooperate with one another
on a more vaual basis. - In the end, the forn. of :
tvacher education centers established in Florida
rray prove to be an experiment-in a very 01(1 idea,
denoctracy, 3 ‘
B s,

After the enabling lezislationy) was passed,
"he} im piemxmtatmn of teacher education venters at
the iuca‘i level followved a regular pattern, Imuallv
: Department of Education sent informaticn
: b’ the Teacher qucmon Center Act to all county.

s

sehool diatrxcts m ¥‘10r1da. Those districts mtercwt;,c?

in »-mrtm; & ¢ cntvr wirre ;isked to subm:f a letter of

intent to the C ommiissioner 6f Education, From those

Jotters several distric ks were invited to develop a
frull proposal for *:tartim, a venter in their local

: d strict or in a multi-district arrangement, The
“proposals were reviewed by the State Council for

T v e e L. -
of Education, -The Council was ¢charged w ith deve clop~
ing enidelines and policy for the melementatwn ofa,

F;fachvr Fducation Centers, a committec appointed

- ther Governor with representatives from the
wa&hwm profession, pubhé and private collelies of
education, local school districts,_and the mzrtxm-nb

xxtate‘-\; ide systen‘ of teacher pducation cénters, Part»

R .
their responsibility was recommending to the
Cm‘nmlssxoner the funding of specific centers: the

State Council recammendeﬁ ten centexrs 1or fiscal year

i*l;"" ‘~a g' o . \

. In their first-yvear, centu's, by d(*su..n, were

-«s‘,pmad peographically across the sta*e {see Y‘xg. 1.0,

] : -

% . =
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Of the flrat ten centers, seven serve ohe school
d).atrlct each, and threeare multi-district'centers
serving three to cight counties each, -Logether
tha ten centers provide inservice training for™ -

twenty-four of Florida's sixty-seven countics

Although the law allows m.vol\ ement in inservice

and preservice teacher edu(,atmn most centers

are m ore involved with inservice tridining, In L
these counties,. they serwe 16 148 of Lhe state s

- ' certified instructional ;)Z%l’l(,l .5 . Table 1 ﬂl\t\'

pertment information in more detall

R . ?
If you ‘were to visit one of Florida's teachelﬂ }
edugatmn centers, you would’ probably fm(l your-
self in the administration office of a county. scho#l.
system, Ihere are thrve"e\cephons\ ) In most,
cases, you would first be shown an ofnce or set
of offices called the “teacher edu(,at uu;centgr .
where you would meet a sccretary assigned to the
-center, Behlnd the secretary and her stack of .
messages and paper work, there would most 1iRELy
be enipty offices, with the director and the staff
(if f}u 're is a %taff‘) in the field. Whe.n m, ‘they are
bitsy channelmg, information; arranging training
. progranis, and complet@;g,neccssary paper work:” .
Y.ou would not find a group of teachers, but shose - L L
« who manage the c‘oc»\hnatmg actxv1ty of-inservice v

e.ducatm}'l ; , S~ 7 . .

b ‘ . ) . ; : . i
« P,ach center has a center co&lncd which plans -
. .an(I rec onml :nds polLLy for center operation, ’ o !

N

B T - >..‘a : - :A_ e e
"Number of teachers arc reporty)early in the
1”74 75 school year by individuaf centers,

St




@ - .

PL61 '11ed

s s “ B .

tgrouna Tenpiatlput Aq pajJodax sy

-

uos Pty

N

unire )\ - 25000
15R0I) JIN)
ripdiyn

- -

L, ooanuniy
Najo.q

2 i
VOIY A IS IS
\ : .
IR EL I
T IEEIN SPS A

ERS L]

Loy mragan s

eptxod yjnog jo A3rsIRAatu]
£31510a1U7] (BUOTIBUIIU] BPIOLT
A3ISXAAIUY SLIUR(IV EPIIDTT

S

. (8913unb)
391 pue Lapusy ..mmumﬁu
‘ojoga( ‘@itojxeyd

b 2911100} 3SAAYINOS.

.muﬁciou uoidulysey

+7 Amszastup sleiS epriolf -+ pue £3xaqr ‘uoilEm

P

_Agtgaaa) Suuepy BprIty .1

. eplIdri yinog §o £31sioalu
g 1 ,

PRLIOI ] IN0g Jo Arhdantu
-

‘o ~

CAarsaoatey
Earfojoudad - entxog

THIAOHIL 185 19 _“.w:n,.?_ ESiR]

CARIRXD NI ] NTIS BROTA]
AL

WS203 ,”.ml.t [RTNE AR RPN S

A

R

e Y vpxod

ANSISMU IV I Y eplrolg . fuosyoefl fsawujol ‘Jniy
eprio(d 189y Jo ANsiaatu]
i h . T~ )

. uipjuex g ‘unoyiend: DAvd

{gaunos) unaely
PUE X3ANY ueIpu]
315U T3S ULIIBRIPIN

Q. . Ajunoen plosearyg

Ajuno ) B[0AdSO

:

»

- - .

2 ) . Tapuno)y vsoorap

. - ;

Vi e

S IH AU DA NS

1 - : sty Av g

iy B ..:.:ﬂ.
- e )

$OTIIN] LU 3
R Tnergeoe nop yayawa

‘..SEWDQ HJOd

'S
¥

e,




|
i
|
|
_ .- | R
The center council is ﬁna;de up of representatives
from the local school district, classroom leachers,
S community colleges, colleges of education, and
" community agencies, with the ma_]orlty ‘of members
being classroom te*iché;rs as prescribed by law,
Each center council is charged through teacher
‘center legislation \&1th‘four major responsibilities:
-Recommend poli'cy‘and' procedures for
the téacher education center, ‘
-Develop goals and objectives for the
center within the policies as deter-
mined by th,v local sc¢hool bo’ardw_;'
-R ecommen 3 the employment of an
apprdm 1at¢3 ttacher education c‘ento
staff. |

ey
|

_-Maké recpmmendations on d@n appro-,’ .
priate bu(’iJg'ti‘t,

~Section IIT of this monograph c.escrxbes in
detail.the aCtl\rltlLS of a center counc11 SR

The cenféer director and staff adnnmste1 e ﬁém.
center policy and programb recommended by the ‘
council and approved by the local school board .
‘through:the sdpermtendent The directar®is .
appointed by the school board on the recommendation
of the- courngil, The director and staff serve as N

" information. sourcés for the council and work &osely '

'thh the counc11 as liaison with the local school

i - ot

S a \ (

\,‘

EMC S ; "1 7 . W ' -
» . ) - - -
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PAruntext provided oy enic [

district and the c¢ouperating teacher tiaining
institutiongs),

"The training work done through a teacher
education center can be conducted by university
personnel, classroom teachers, school district
personnel, or ¢ ommunity. members with special |
expertise, Once a training need is determined
by the center council through an assessment of
teacher négds, training resources are sought and
m'ram_enu.nts with training personnel are made
leachers who have expresséd interest in a
traunnn program are thed (,ontacted and.the center
Aty ity is scheduled. Center training programs
arc echeduled during the nopmal workday of
te «xd\rs and in carly morning, aftcrnoon, and
wevkend s ssions, Sometimes the act1\1ty is

2

FThort vmmuh to be done during plamnng_, hours, -at

othe iy times the activ ity is sche{luled for a pro-—
lessiopal day or a day set aslde cspemally for
inseryige work, Ihc tralmnu activities can vary

in lenugtl 1ru1\1 an hour to a qustauu,d program

lasting tht entire schaol’ vear, When the training’
activity is scheduled on re gular instructional’ days,
center funds. are used to provide substitutes for .

teachers attending training programs. When they

are c'(“)n(lucted al other times;-teachers are pa1d
stipe mis to attond N

[ -

During their first'yeéu' of operation, there
were financial 1ncerxt1vee "available to school dis-

tricts for starting a teac her center. In add1t1on to

the categorized allocation for staff development in

cach school district,: amountlng to $5 for each full- .

4 <

N5

18

v10

- ' 3

.
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 time student, those districts étart’ing teacher
education centers received a $20, 000 grant from
the State Department of Education and an appro-
p‘rl‘amon of up to four full-time faculty- positions
from the State University System, On a state
level this amounted to $200, Q0 in research and

~

" development funds and approx1mately $900 000 N

in colleg of education fac,ulty services, The
:p.ZO 000 for each center was designated as start-
up funds to bekused for the purchase of teacher
;‘training materials and theldevelgopment of research . ‘
pertinent to center operations, Ur,liver'sity faculty
positions.were appropriateg to colleges of educa- .
tion in the State University|System for the support |
of doncredif activities carrjied out in centers. )
C enters received from lesg than one.to four faculty’
v posxt‘lons. “With each posﬂ;zon valued at $20,000 »
o per” calendar year, centers received fr oh $15, ()()O .
to 5%0, 000 worth of add; tlona.l noncredit services -
each. In some countlcs,\ starting a teacher educa-
" tion center doubled th exlstmg, staff dev elopment
budget; in others wi llrs_cr allocatiodns based on
five dollars per student, startlnﬂ a center was not
' o'a c1gr11f1caitxt financial advantage., - : 4

A Several aspects of teacher educ.atlon cc‘nLers
resvmble the staff development activities prescent

in 'school dlstrld’ts without centers,  Teacher educa-
tion cente;rs institute two flindamental changes. '
Under prev1ous staff development ar\rangements,

- teachers served on an mserx ice commlttee whlch :

gave mput into. dlstr1ct level admlmstrat(ns and .+,

approved the inservice plan constructed by those’
administrators. With teacher centers, teachers

19 I
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o A
have the opportumty for more d1rect involvement
in plamung and decision-making, Theyﬂcan assume |
. a nore. aétlve role in shaping thelr own contmumg ’ f
\ educatlon.. Likewise, college fa.culty have a means. !
throug_,h/ ‘which they can take part in decisions- ,“
which wltimatcely have a bearing on their act1v1t1e .
. So, the teacher center brings with it an awareness | '
of the involvement of others in teacher education
and ,iccepts collaboration as a means’ of governance.
This shift causes some operatlonal problems, /
discussed in Section II. The second fundamental /
change is associated with the shift toward’ coopera=~
tive decision- makmg.- Funds for t}eachm educatllon
centers come from more than one source, wlucl}
‘mandates a certain- amount of cooperation among
" these agencies, Within the center counc11 arrapge-’ |
"' nient funds from all sources are pooled - The '
touncil as a whole recommends the, expendltur of
: _funds from -éach agency.- This pooling of* resoZn ces
is dgsnzned to sohdlfy Lhc collaboratlve naturé of

_center councnl *operatlonq , . / N

o - . . ‘. . . . . ! .

T"m o7ugh *che"enaﬁling legisléiion, teacher.
cducation centers are now taking their first steps.
To date the legislation has paved the way for ten -
centers and has helped alter the traditional,concep-
: tion of inscrvice teacher education by facilitating-
A . new forms ‘of cooperatlon among teacher training
: ' 1nst1tut10ns, lpcal school districts, and teacher
s 'org,amz.ataonse Tradltwnally, inservice teacher
' uducatlon came from the university or the. school
dlstrlct down to teachers in their classrooms. o
Now, by law, it is a partnership arrangement,

“ | \'\ This _g’rrangenlentc'ar.ries ‘with it demands for new .

o ' & 2 ) ) ‘
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styles of working together among 1nst1tut10ns and

, individuals which in the past have operated inde-
pendently of one another, Social scigntists have
long., told us that new soc1a1 arrangenients cayse
new behaviors to emerge in those individuals
pa_rt1c1pat1‘ng,, in them,* Thus teacher education’
centers in Florida have the 'potvntml of beconming
a catalyst fo’r chemge:. ¢ ' : -

For centers to muake a duterunu* to teach\ers, ' o

‘the training prog,rams thcy offer will have to be|
ore responsive’to the training needs of tﬁachexb
thiin. traditional inservice education Lofier ings, ;
Two tssues are critical in proudm«‘ I'(‘spunsue e
programs: theassessment of tt'c\gb/‘ Ctraining o

needs ancl the v.varludtx,on of center ’progrzuw’sf

x

’

Centers were .stdrtvd in Il I‘Idrl W l‘th()llt a
J.t 11 concelv od way-to assess tedc her tramm;, | .
‘ne vc‘is. Each center made its. own “ttempt to get SR - -
W information about tr'umnt7 needs with a variety of
app \)..LCh(.Q used Centers in srna.ller school

*% ‘dfs cts \w*re abléy io E\HSE‘bS needs inforn.ally,

s or c,\anmle the Osceola ¢ ounty center brought -
tm,et!u T rnembers of the ¢enter council and tE‘d.(th’ g
frout each of the county's schools in order to w ork _
fouether in de termmmg teacher training nuvd. .. i 3
The sanic approach would not be feasible in lar‘ue

" school districts, ’ '

One approach used by three c\,ntersm that ...
serve large nuinbers of teachers has 1ncluded askm«:{
See Appendxx A for materlals developed in these

_ c¢enters, o _ L,

+
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teachers to respond to a listing of teaching

skills and subject area competencies in terms of
their present level of m_:aster‘y‘. and need for further
training. Teacher responses are then computed to

- find out whichdtems (skills and competencies)

" ranked low in teacher mastery and ranked high
in'need for ‘further training. The data are then ..
used to determine priority training areas for the
district and appropriate training for each school.

N
2

' The evaluation of center‘pro’gram;. is
usually done by asking each teacher in a particular
activity to evaluate the activity on forms provid‘edk
by the centér. .The results are made known to the
trainer and to the center council in most cases,
But the. teacher responses are not analyzed formally.
A few cénfers have contracted with outside evaluators
to help ev aluate over-all center operations. In -
general,_ little systematic evaluation has been done. b

e

i

In Florida the idea of centers preceded the
. full dev.elopment of the technology that will enable -
; centers to be more respon51be to teachers
PO O ffective ways to assess tralmng neéds and evaluate’
nrograms are negessary components in the requlredi’
‘tecitnology. Clearly, considerable attention ghould
-, be paid to their development. However, oae should
E not a¢ sume that all problems associated with
starting-up teacher centers are technological.

= L3 f;;‘ . " . oy




SECTION II

START-UP PROBLEMS OF TEACHER
EDUCATION! CENTERS IN FLORIDA

.. Although Florida's ten tebacher education
centers were implemented through the same legis-
lative act, they have become as different from one’
another as they are alike due to. dissimiilar local
.'situationé But they ‘have faced common problems
during their early efforts to 1mplement change in
" 8Ghool districts and universities. This section
ca.falogs the common problems encountered in the
fu\st several months of center operation- (Sept. y 1974
‘“tQ March, 1975), Some of the problems reported
. : vﬁere*have begun to dlssxp'ate _others have moved
e to’ the fore., This sect1or1 is not concerned with
. the problema of one center or problems arising
L from local c1rcumstances,' unless to illustrate a . o -.;,
' .general point. In stating a general view of -start- up EE
problems of teacher centers in Florida, some detail
is lost. A careful logk into o'nejcenter can make up
for that 1oss, ‘Section III seeks to accomplish that" ":V "
task - - b s oy

-

'_}T:’rglgl.er_ns of Tea\,her Educatlo'x Centers in F—lo—r:cfa

o .available through 'the Department of Educatlon, )
" Tallahasset, Florida, . : e
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T‘eacher‘education centers in Florida aré still

.taking their first steps. Consequ'.'en'*ly, research

into these centers is necessarily in its beg1nn1ng stages.

Any report on center start-up problems, ‘while timely,
- must be cursory. Presented here is the distillation

of interviews with center d1rector.., center staff,

‘classroom teachers, un1vers1tyw personnel, and center g
" council members for mcst o{ the teacher education

centers in Florida. Schedullng d1ff1 culty prevented
visits to all centers. Even in those centers which
were v151ted busy schedules did not allow inter-
views with all 1nd1v1duals who should have been
consulted, Consequently, thi's report has to be k
considered 1ncor~1plete in some ways, The problem
areas dealt with are abstracted below.' - o

Deadl1nes and D1rect1ves Collaborative plan- g
ning necessary in teacher education centers required - -~
more time than eXpected ‘Deadlines werég restr1ct1ve
Clear directives wére needed from the state leve P

= Organizational Strain. School district.and
univ ersity norms were strajned with shared dec1s10n-
making., Personnel in these organlzat1ons had to
contend with th1s strain as they 1mplernented a new
pOllCY of teacher education. o . e

‘Reward Systems. Sch’ool disf‘rfct administrators

are rewarded for not "'rockirg.the’ boat, " University
faculty are rewarded basically for research and
‘scholarship. ’J:eachers are typically rewarded for .,
passively receiving directives. Participation in | _
teacher education centers encouraged behavior wh1ch
falls outside of the trad1t1onal reward system for

each group.~ .




- of the }‘Lstrlct The earmarking of- funds prevented

.hasl caused coricern in several districts, Bo;h
: ,1a¢to1{s influenced melementatlon of teachen

_ Needs Asses ment If center prcg \ms are
to be resp’onsu'e té the expressed needs -of t\gmhm‘
such needs have to be assessed., In many ca

\‘-5’1 :

programs were impleménted w1thout\d comprck\ena, '
sive 'asse'.s;sme;ry: of teacher needs, : N

9 ©

rass R){wots bupport 'I‘eachers have to- knoxé\ '

abou* the cenyer and how it can help them for the
center to gaif their supporf: New forms of com~
n*umcatxon aﬁay be feeded to bulld and sustain \
suuport /" N

v/ l\

Ince/ntlves\ and Dlstractlons Flnancxal - \
. incentives avaxl#ble to school districts for startmnf

a center/ wire 1nversel) proportional to thelsize

some 7<chool districts from 1mp1ement1n;, a center,
/ ' S
‘E)’-;t'e ‘nal E\ ents. A depressed economy has
graf/e(‘ state revenues and caused cutbacks in/

tundmg_, to county” districts, Growmg teacher power

educatlon centers. - :

i [}
Soa :
*

In ueneral those problems hsted fLrst were
thuse. mentioned. most frequently in lntervwws with
center personnel e ‘ :

L
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Deadlinés’ and Dire_c,,tj.ves
At the’ Local level planmng tlmelfor ‘dev eloplng
center proposals was 1nadequate,; Several centers
reported there Was 1nsuff1c1ent tn*n\é ko work

" . . .
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- _ . o _ , ]
collaboratwely Qn center proposals. In some . e
1\nstam,es teacher.groups did not know put the'"

. proposal until it was tine to- -sign the pr sal's

‘cover letter., Inone center, the proposglhad to
be hurrwdly written over a weekend, And in,

o~

~perschal time, Pe«rsonnel in all centers agreed

_have been help*ul o 2

the proposal written and bent to the Department ~

necessary for centor prom‘kbais took mr:xre time

'/fa” iliar faccs, onszderma a new 'way of c.anducxmg
L inservice uducmmn,,deczd/ﬁ;. on a plan, writing
“the proposal, and getting appropriate 'signatures . .
throt uh d:sf"wt and universily systems.were all o
Ctine cenbumms}. procs:ssaes* ‘

B ana"emenf systems, without clear guxdeimes

'and without ground rules for partzczpatmn amang

#FRIC

those insfances where proposal development did
include sx;:mncant COOperétmn among different
interest groups, it wag done by. sacrificing

that more time for propmsal development could

- . 3 '

= \
\Ih‘ltlme spent on the m1t1a1 steps of g g.,ettxmz: o

of K ducation in Tallahassée vaned from a few
gls te sevenal months, CIn all cases, rnore
$47« was needed,  The, sgollaborative planning

than most people eshmaﬁem Arran};mg schedulcs
for meeting after me Hae,, “fettmg to know un-

M

Ihe planning phafau 0f u‘nter'development has
Lm be recognized as crifical, Center personn@l have
reported starting their’ activities without complete—

as to how decisions are to bé made, without a C
clear notion of how resources are to be sp&nt,

moue m%:erest groups., Not that they started dut

) wxny ~mlly, Dbut Hu.y did raport uncertain f1rst steps,

o d




' . Joint planning, a necessary part of the
_collaborative process, takes considerable time, Cr
To rush,. oryddmand premature results, can - !
\ - jeopardize the potential uf gnilahnranon by l
' hindering a fuller and more’ '‘wholesome parti- :
cipation among all groups, ~ The enabling legis- o
lation for teacher centers clearly intends to A
sponsor partm.rsh;p arrangements in teacher ' '
. : education, Certainly, the intent of the legisla- .
tion is short~circuited when deadlines are set =+ s
that cause a.centerproposal to be wmtten
Ahastziy. o , . !

C e

~
ey 3

Along with the lack of planning time, most
eenter personnel,. particularly center directors,
Segorted that starting & center was made more oo
difficult due to lack of s,uidolines -or directives. 2
Teacher ?ducatmu centers were a new experience | .
far all, Many operatmnal procedurcs were unclear, £
“Those c:ha.rs;ueci with the management of centcrq '
felt unsure of such basic lssues as:

-~

What kinds of resources are’ avmlable

- through the universities” FHow much o .

~ can luse¢? How do [ arrange for them? - b
How are contact hours counted” Who.,.

pavq the travel of university personnel”

© Is the teacher education cenler re- ‘ -
sponsible for inservice work for all
S school district personhel? If sog
should secretaries, bus drivers and
> lunchroom staff be mcluded ‘on the council?

s
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. How is the five-dollar FTE to be
managed in multi-district teacher
education centers’ Does each county

. have to send all of the allott&d five

- dollars to the center’ What iffa,
county in a multi-district center does
not participate in all center activities -~
does it have to pay? Who is accountable
for the expenditure of funds in a multi=
county district”

- How are center programs developed?
'Is there a sound needs assessment

. ‘ techmque to determine training needs
. for teachers” How are staff develop-
q -~ qentprograms developed last year
under the Master Inservice Plan imple-
"mented this year through the teacher
-center” '

P

~ At the collegiate level, how are the
non-credit lines managed”. How is -
faculty paid” How can schedules. be

~ ' ‘ m'\vloped in advance” . N

- Such uhcertainties caused insecurity on the ‘
nart of directors and-university personnél and
fostered a lack of clear direction on the part of
center gouncﬂs _ R -

‘ There is a certain wisdom in not binding up

a4 new 1d€"’"‘°e1th too many directives at the state
. . level. Yet; in the daily &orld of school district and

305" o . -
s university administration wr,;tten directives ¢an
/ - . .
: . .
o 20 . . i d
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ERIC '

Aruitoxt provided by Eic:




P

. t
provide security. In developing guidelines for new

forms of organization a balance is desirable that
gives direction and certainty to those local admin-

- istrative units and promdes the latitude and flexi-
bility which are needed when orgamzatwnal systems
hdve to- be grafted onto local arrangernents.

¢ :

Partnership problems, The problerns of dead-
lines and direction were especially crucial during
the- early months of proposal writing and program
‘planning,’ Aft#r those problems, most center per-
sonnel reported that collaboratmn and communica-

tion were the most difficult problerns facing teacher
center§ in their early months.” Both communicati(m
and collaboratlon are 1dent1f1cd as problems in.
relation to their key role in malntamlng partnership
arrangernents. The Teacher Education Center Act
assigned the responsibility of demgnmg, implement-
ing, and- e;‘aluatmg center programs jointly to
teachers, administrators, and university personnel
Learmng to be equal partners has been a chief
problem in all cente"rs.n' ' :

“

Collaboratlon is an appealmg idea, but putting
~ . it into pract1ce is another matter. It 1s time con-
suming and’ekxpensive. Finding a common and o A
conv en\ent meeting time in the busy lives of public T
school and- university personnel is a basic problem
in beglmnhg and sustaining teacher centér opera-
tion,  Once found that time has to be made free., In
the case .of classroom teachers this means prOV1dmg
s substitutes, and when a meeting is set, money is > -
needed to 'reimburse travel costs which may be
considetrable, especially in multi-district centers

B
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In effect, collaboration is expensive in terms of
tirte and money, Moreover, in the minds of many
who are in decision- making roles, the collaborative
mode is not the most efficient one for reaching a
decision, and people in those roles ha&p:‘: learned _

to live with éfficiency as a value. LA ‘:*
Beyond ‘concerns of time, money, .and .

efficiency, there were more fundamental problems
associated with collaboration: there were problems
_ of partnership. The igptended partnership arrange-" ' J
7 ment is founded on the principle ‘of shared decision- i
nraking among those parties affected by such
decisions., The partnership principle is activated
on the local level throughv a teacher center council
consisting of teacher, school district, university
and citizen representatives and is charged with
estabhshlng policy for the center. According to- _ |
various center personnel, the sharing of dec1slon- » ‘
making in these councils has been hindered by |
local circumstances and traditional lole expecta- |
tions, some of which are temporary and are begln-y _
|

ning to dissolve; others are more, serious.

Problems of estab11sh1ng partnership arrange-
sents which have been reported are:

lack of background 1nformatlon necessary,
for*decision-making, part1cu1ar1y among
-teag:her groups; .

" S . 5 ; |
Traditional social distance and role ’ |
separation among different role groups. \ '
in education are carried into shared o



[
te

T decision- mak1ng efforts and lnterfere
with deslrable group process.

People with power don t have to
collaborate. ‘ :

 Council'members don't have the inter-

A
" personal comrnunication skills to be
‘effective collaborators. v
A few people tend to ‘dominate informa- .
. tion relating and decision-making at the :
:";'-Er expense of others' participation. " ' -
‘?‘: L . ° .

: LS '
w7 Decisions are made at another level

‘and the Zouncil talks them over and
acts~as, a;,rubber stamp..

- w P . . 4

It is possible for the superinténdént -~
sometimes an assistant superlntendent
to override a- pro_]ect which the council
‘sponsars.

Teachers on »thiﬁs council were hand-
picked by the superi\nt-endent.

Such concerns are the tip of an iceberg. They
_suggest that psychologlcal and sociological readiness
is necessary to adopt collaboration as a means of
governance. Psychologically, people need to he
readied to participate in cooperative decision-

" .making, For that process to take place, those

with power have to learn to listen and attend to the
input of others, and those without power have to

31
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learn.to express their concerns and-opinions in.a
posxtne and mutually understandable way, It'is °
neces sary to overcome traditional-role separatlon

. and social distance if collaboration is to take

nlace. Sociologically, ingrained habits of who
initiates action and who responds - which are

, e\pressmns of the relative, p051t10n5ﬁ0f 1nd1v1duals '

in a status order - have to, undergo change.
Collaboration requlrcs the amendment of estabhshed
patterns of unilateral decision-making present in
school districts and universities. alhe semi-
exclusive nature of decision-making in those
admin'istrative units has to be opened up.

Kach center v151ted was making progress in
the direction of the psycholog1ca1 and SOClOlOglcal

prerequisites for collaboration, Subsequently,

cach center was undergmng some -organ1zat1ona1
strain in their change efforts (a center start-up

- wroblem in its own right to be discussed later).

K 3

. . . . - hER . ! .
Communication. Communication, or insuffi-

civnt communication, was a problem usually men-

tloned along, with collaboration. Commiunication is
an internal problem in the workirngs of each center
in the sense that commumcatlon networks have not
bheen cleveloped to get needed 1ntormat10n to all
cehter personnel and those affected by their deci-
sions. School district personnel, teachers, qdeans

- college professors, principals and teacher organi-

sations all need to know what is going on-in the
center and be informed about matters pertlnent to

decisions to be made. —

?




~ what is going on and the behind-the-scenes nieaning

"fonrmed

.ad\,antage to control and guard information and com- = |

Ve

iy

As decision-making moves toward a more
participatory mode, communication structures comie
Under pressure to change. When the structure of

decision-makingsis unilateral, the initiator controls = <

1ntorn1at10n and comrnumcatlon flow. It is to his

munication, as it protects his place in the order. - The \ .
process of going through ""channels' is an e\pressmn A\ )
of this communication structure, As participation - S
n decision-making increases, more .people need more
kinds of information in order to, dssume a meaningful

role in decision-‘makirig. More people need to know

of tertain actions. To dcwelop this kind of knowledge, N

new strugtures of communication w111 have to be _
H . .
R ] R f . . . .

¥

Cornmufﬁhation is dlso thought waa.)s a p_robl,érn

~ih another way. Center directors and other center '

personnel want to know more about what is gmng on
in other centers and at the state level. " Insufficient
communication among the centers and between

centers ahd state agencies.is another aspect of the

. Orgalnizational Strain

ERIC
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teacher. education centers was organizational strain,

larger communication problem, Sternrnlng from.a
state-wide teacher educatlon center..conference held
dyring November, 1974 at Orlando, the center ,
directors agreed to meet on a regular basis to share
1nfdrrnat10n, concerns:and 1deas No other .role

group. has estabhshed regular meetings. - ) o :

An. inevitable prqblem ‘of starting dp Florida's

2

o
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The type of centers established through leglslatmn
~could be. put into operation only by grifting them
~onto already existing educational agencies. Conse-’
quently, if centers were td establish a. new way of -

- conducting 1nserV1(ie educat1on, they had to do it

" through wrest11ng/w1th establighed organ1zat1ona1

. patterns.

Center personnel work within n—go1ng w
organizational sett1ngs in Wh1ch operatwnal proce—
dures were established before the development of
teacher education centers. Previously ei{isting
formal and informal arrangements associated with
inservice work were disrupted by new styles of
~decision-making and new techniques for program
planning, delivery and evaluation required in
centers. For example, centers have established

the following new methods for assessing teacher
training needs: . representat’i‘vé councils for - '
decision=making; @ new basig for cooperation
between school districts, - un1vers1ty personnel,"

_and teachers ‘In add1t10n, centers have been
) g1ven control of inservice money

In some instances, the strain took on a »

' personal dimension as a sh1ft1ng power base caused -’
conflicts between role.. groups w1th1n school district
~administrative units: For example, directors had to
adjust their relationships with other school district -
: personnel Several center directors were relat1ve1y
new to. d1str1ct level -administration, particularly at
the director rank. If their newness alone was not
.enough to separate them from other district staff,
their control "6f resources did.’ They frequently




a2 g

were the only district level directors with their
* - own budgets and they gained .additional prestige
by bemg involved in a new program receiving state-
‘' . pide recogmtlon. ‘These characteristics coupled’
' with a d1fferent conception of’ inservice work and
how it should be carried out plated strain on the
. relationships. between center directors ‘and other _ T
staff, espgcially those trad1t1onally involved in ¥ ' '
inservice. Inservicve work in most. ‘counties is a
.trad1t10nal concern of su,bJect area currlculurn '
‘coordinators, “They have tended to make
' 'deoisions about inservice offerings based on their .
perceptions of teachér needs and their offerings = o
' tended to focus on curriculum development in ’ o '
»1nd1v1dual subJect areas, Inservice took on another
shape and meaning as the teacher center started
~, .up. Training needs Were now seen more in terms
of teaching skills and interpersonal skills, rather
"than strlctly subjénct area skills, Dec1s1dns about
the ‘kinds- Wof training tc be offered were to ‘be made
cootperat1vely by the center council with represen-
¢ tat1v~es from various interest groups, rather than
two or three people i county office. . Within this
shifting power framework, directors faced strained
- relationships-with ‘scRool d1str1ct ‘staff employed as
subject area coord1nat rs who saw their- power )
d1m11f1shlng '

3

; There was orgaméatmnal strain on’ the colleoe
' £ampus as well, < Traditional ways of offering = - e
inservice educat1on through Workshops and consultmg
sessions were taking new shape through centers,

..t
XS

Faculty were beconnng involved in planmng programs .
to meet expressed teache1 training needs, Facglty
.J' . T ) . i r
T ‘e 3\.'-" ) . 4
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‘were assigned part-time ltz: centers or school
Jdistricts; sometimes as part of their regular

" load, sometimes as overload. Their work.with™
‘teachers could become more sustained in this> ' |
way. As a result of these different kinds of
involvement, faculty behavior began to change
New systems of admm*stermg the additional
“resources gained through the’ teacher education
center, and new procedures for accounting’ for.
faculty time also had to. be developed. These

new procedures were necessary to accommodate
complicated formulas designed to determine how -
‘much faculty tn“ sho‘ ld be spent in centers and

actnlt\ n ch new procedures and faculty
behaviors sct up tenslon in the ex1st1ng college
~operations, : SR
- * .
Te'acher centers also placed new demands :

ort teachers, l\iany teachers have become passive '
~ about inservice training, Historicall'y, they .
have not initiated ideas about their own tralnlng
"Ihey usually took what was offered, As a conse- -
" quence, they have not learned to conceive and . .,
commuaicate their training needs to others.
Teacher education centers put them on unfarnlllgr
ground by asking them to do so. In addition;" _
teachers have grown used to their. Pplace in the line-
oriented management of school bureaucracies! _
They are not accustomed to sitting down at a table ' -
~with district administrators, principals, and
college professors and acting as co- equals. As
teachers take their place in the orgamzatlon of S
teacher centers, their rol/e(ysz also strame,d, o
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; Pergonal statements bear witness to orgam-
Aat1ona1 and role straln.

i Directors said:'

Where teacher ed‘ucati’n_ centers are put

° in the county organ.izaijzonal system is

. an important concern, ~ If they are put in
the wrong place, their purpose and activi=

o tles can be shortstopped’

< . S R .o

It (teacher educatlon center) has ngen me
air ulcer. :

When our (teacher education center)
,act1v1t1es aren't clearly separated from-
- - others in the county, conflict arises,
And it's hard to keep them separated. ‘
There 1s sxmply too much to do,. too-
many meetlngs in which we: don,‘t .
reach any declslon

r Sometir‘nes‘I can't wait for the next
meeting to make a decision, I have

to act now, S “

We* re all just learnlng to play the
- teacher center game,

If I weren't a ngdlpolftician, we.
wouldn't have a teacher center here,

- 37
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T'eachers said:

'Most of the time I don t know‘\eno h'to
pu‘; my two cents in, r&

1 supported that activity because Mr. X"
(school dlStI’»lCt staff) . said it was necess‘avry.

You have to remember that we're "line/ »
. o'riehted' here, Every hlng comes from .
‘top down, - - S

-

Teachers were not consulted,

These ‘meetings ‘take me out of my
élaf;room too much.

w P
= s

' What ,d'ifferen-c'e,i.dﬁoes this rxiak ‘ 'ay?‘

s

M

Teacher center’ 'Oh,: I remember a
fellow came and talked about it 1n a
_ faculty meeting

'Collége of Education.Pen,sohnei said;

" The’ ‘college is not structured to promote
. service to the field, and (the college) is.
where I "have .to live, " - '

ot

T . .
I like 'workivng"wi,th teacher's';:“_but it has S
© torggome out of my hide. ' ' -
The-sy‘stem for designating faculty -to o C
serve teacher centers is 1nforma1 now, k -
In th& future it will have to become more
,formahzed _ o
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ferently, and when the surrounding conditions /..
“which shape behavior do not change to support he

and soc1ologlca1 dlsturbance follow

L " = _ -/ s
. Reward.Systepns- . : C b

We may be in' a honeymoon_period, |
When more of the faculty finds out what
» ’is going on, you can expect more trouble.

In visits to county school offices, colleges,

‘and public school classrooms, it was apparent that
- teacher educatlon centers were additions to estab-
-.lished orgamzatmnal arrangements wh1ch 1nc1uded/

habits of thought and action. "Teacher centers are
asking people within those systems to behave’dif;

adoption of ne“\ patterns of b&havior, psyc}‘oléglcal

.

Teacher centers, to the extent they emand )
or expect new behaviors, set up orgamzatxonal
strain. Such strain interferes with the smooth.
operatmn of the center and thys is part. of their-
start-up problems. It is; however, a ;ﬁecessary

On.e-:‘f./- ’ L o ,/. :

| Center start-up problems a,ssomated W1th
reward systems are clesely related to those oﬁ
orgamzatlonal stram They ha\’/e the 'same root:
expectlng or de;nandlng new. form of beha.vmr X

without support systems for that ehavior‘. .

j /

’O'rganizations structure t /ebehavibr of T
individuals to insure cont1nu1ty ,and smooth opera-,
tion. As a general pr1nc1p1e« reward systems :,
are established W1thm orgamzaftlons to accomplls/h'

/ - &
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' that end Fcr orgamzatmnax participants, habits ) -
of thouﬂhﬁ and action becorne patterned and com=~_" J
' fortable as they grow accustomed to the bystem . T
Lk in‘which they operate, These same principles hold
‘ ‘true for school district administrators,. college
mrof&sscrs- and clabsroom teachers‘ . et T |
\\ o . "', s \ 1
.Schovol *hstru:t administrators . ‘report that o
v. they are rewaxded basically for implementing and oo
. administering } ‘@ilcy accoxdmg to established - . '
guidelines ar\d for not causing disturbances within ¢ - s
t!w district systeip. As a teacher center is . C e
unph-xw nted, indiVYiduals charged with managing .
- the c'vnter are in a msecure posxtlon on both A
- umnts. Center -:hrectors are forced to operatze cEn
: &:h;.htly out of the ordimary, shghtly out of the
créward system SRR

>

. &nmﬂarly, unwermty personnel work ws.thm
. a reward system which traditionally recog:m?es
~ " the worth of rescarch and pubheatmn and is yet to
_recogpize service to the'field as an equally - ‘
import nt consxderahon in promotmn and tenure,
Personnel in smaller umVersxtxes do not rcporﬁ
° as sharp a dichotomy in the reward system as‘do )
. their counterparts inthe major state institutions, -~
Reéportedly, service to the field will in the future "
become a.more important factor in the granting of =
tenure and prd’motion; B : ~

. . As they now stand, fthe reward sy%terhs ine
‘universities, school dxstrmt admzmstratwe units’
and public schaols do not rewa\rd part1c1pat1on in
teacher educatmn centers.

‘. : >
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Neads Assessmient

“«

Centes activities are supposedly designed
specifically to fit the felt training needs of class-
room teachers, The lack of a’well developed
system of assessing teacher training needs has
constituted a problem in several centers. Mo%
centers have assigned a high priority to the develop-

ment of a needs assessment instrument, These -

instruments are bemg designed to identify teacher
needs in the areas of teaching skills and interper-
gonal skxlls, as wel‘l as ;,he mere tradztmnal
curricular areas, T . -

It is the feeling among most'center personnel
that an accurate assessment of needs is important
in developing a responsive program of training
activities, However, centers are just getting to
work on sys‘i‘emdtm needs assessment and sibse~
quent pragram development will take-additional

.

An attendant problem is that teachers are

; *mt used to talking about their needs and are

ERIC"

Aruitoxt provided by Eic:

uspicious or indifferent about communicating

L!them. Traditionally, telling your principal or

county coordinator about your needs was-the sign
of a weak teacher.. It never brought much help, ~ =~

but was a good way to get someone '"'snooping’ around ,

your room. Even witha needs assessment survey
conducted by teacher center- persgnnel teachers
express some concern that regults not be shown
to priacipals, : '

33




~

Building Grass Roots 'Support

.o,

» Ry tex 'nﬁz*“ in this mz&igry know

5 H:
LA & '

FE ot the teunee J"eﬂat fon eontep?

‘: ?“

- A: Not very many; others may have heard
p -~  about it, but don't pay any attention
to it.
wr How I3 gow a0t om the teacher eenter
2amoll?
A: | got a note from the county office
. telling me | was appoanted and when’
the meeting was.

oy ARLIE It mz,:z ps wou Rnow think
A et e 2anieral.

; A: Many of them think it's a sham, another - ¥

gimmick in a long line of new ideas.,

If they don't see it making a difference -

in their classroom, many of them are not

., - interested It will take time. ]

» ﬁtdldin; grass roots support for teacher centers
is a three-part problem. Firsf, many teachers are
not familiar with what the teacher education center
can do for them. This problem rests partially on
the fact that centers have not, due to their short
history, offered enough of the kinds of inservice
work that would attract the necessary attention of

s+ teachers. Secondly, efforts to communicate with
teashers about center activities have been incom-
plete. Thirdly, there is a problem of perceived
ownership. As they exist, teacher centers are seen
as the ’ ‘property’ of the district school systenr

Aruntoxt provided by Eic:




‘centers which have
"teachers’ in each of t

IR

1
i
i/

school district people run them and they are usually
housed in school district offices. Centers .do
uqual'lv involve several teachers in center council

‘activities as part of the decision-making body.

Such teachers are typlcally picked exther by the ,
county office or the teacher orﬂamzatlon, and in -

both cases appointed by the sup,er‘intender;t. In ﬁ;; :
either case, there is no assurance that a majority \

of teachers in a school system know who these

people.are or communicate®@ith them.

1ore systematic means
of communication an rt ambng classroom
teachers have been ytdertglken by at least two-
dopted a system of ''contact

e county's schools, The
assumption of this arranpement is that a selected
teacher in each school can get mforrnatmn into the

\Effo,rtsto develop

" center about tramlng needs of that school and get

information about the center into the schools. A

drawback of this arrangement is that an additional
burden is placed on those teachers serving as con-
tact teachers without any reimbursement, Several

contact teachers have expressed frlistration in their

o

role,

Incentives and Distractions

For those school districts starting a teacher
education center, additional resources were available
in the form of $20, 000 per,center for start-up
expenses and up to four full-time equivalent umver51ty
faculty positions per center. Most centers received
less than four faculty positions, In a small county, .
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. with.an inservice budget around $40, 000, these
, -incentives may be of some financial 1mportance.
One county just. about doubled its inservice budget
- by starting up a center, Howev“erg, larger counties
with centers report that add1t10na1 resources
) galned were not a major factor 1n'start1ng a center,
In even larger counties, it is reported that the
financial incentives were so negligible that they [
would not be worth the possible dl,sruptlon a teacher /;’
center might make.- Teacher centers’are not found
in the large urban counties .in Florida, ‘

- One distraction-has been tfie state ruling that
Z’frn—\ﬁrw\s‘ generated for 1nser\/1ce work (five dollars .
per FTE) be spent through th/é center, In larger

tounties this could put a con(mderable amount of
capital in the teacher centg¢/r (about one and one-half -
million dollars in Dade C/Kunty, for instance). The

- county staff of larger LO(lntleS can exercise more
control of those resources without a teacher center,
According to some accounts, larger counties might
be more attracted to teacher centers if they did not.
have to spend all of thelr inservice funds through
the center, : Sl

"Another disvt'raction‘ is unanticipated events,
With all good intentions and all good planning, unan-
ticipated events still occur. In implementing change

in organizational arrangements within a school
district or university-some problems can be pro- -
wctvd and planned for; others will escape attention.
For e*{ample,- one county built teacher center -
~activities into the existing Master Plan system.,
. This meant that Master'Plan project forms had to




. de signated to teacher centers have been lost. In

v

i

be filled out for ev ery center activity, Consequently,.'
a flood of paperwork bogged down’ operat\ons for a
While, :

ExternalEvents .

Teacher center start-up problems hakve been
complicated by external events beyond the control
of those involved in centers. Dwindling state

" revenues due to the econorrtic recess1on have caused

a reduction of operating funds at the county level
and in the state's public universities. Faculty lmes
one center funds have been temporar1ly frozen to
“be used in other school district operations. It
would be hard to estimate the\nqrpact that economic
hard times have had on the first year of center
operatlon.

Another factor affectmg the development of
centers is the recent advent of collective bargammg :
and the grOng power of teacher orgamzatlons.
-While the pohtlcal clout of these organizations
helped pass the enabling legislation for centers )
through the state legislature,. it is reported that

" some counties in Florida,do-not want to ‘get involved

in teacher centers because they see centers as
fanning the fires of teacher nnl\tancy ‘Others arg -
concerned that centers will bec e bargaining items
for school boards _ands teacher organizations. -

"The stated purpose of the Teache_r. Education’
Center Act, passed by the Florida Leglslature, is
to establlsh a new ‘arrahgement for’ the contmulng .
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education of Florida teachers. Since organizational
change is never easy and changing, the behavior of
individuals is no easy matter either, implementing
the new arrangements necessary for teacher centers
has been a complex task., It is tough business to
change personal habits, alter organizational -
structures and contend with vested intergsts.
Beyond the general problems attendant to any:
organi&atiov'nal change, teacher centers have had - o
to forge a new conception of indervice teacher '
education at their local level, have had to 1mp1ement
structures which wouldifacilitate that conceptmn,
.and{'develop appropriate technolog1es. The problems
discussed in this report are interrelated rather

than discrete. They revolve around efforts to
conduct insérvice teacher education in a more
responsive way. '

¢
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",  SECTION III

INSIDE CALICO TEACHER EDUCATION CENTER™

t

A the heart of each of Florlda s teacher
educatlon centers is the center councn which'is -
charged with the major dec151on-mak1nr* functions
of the center. In an effort to illustrate the nitty-
gritty of center council operatlons and give those
interested in startmg a center an idea.of what
can transpire-during the first year of operation,
we present a case study in diary format of the
meetings of the Calico Teacher Education Center
‘Council during its first year, We begm with pre- -
v11mmary meetings and rnove through those soul
searching meetings in whlch council members
question the purpose of the center, how it should
be run, and the role of the center council in
: general You will.notice how_concerns shift.over
time and how some of the more fundamental con-
cerns pers1sf often unresolved. Although thls
case study. 1s a diary ofa hypothetmal center
council, it fs based on the actual involvement in
a center council by one cf Lhe authors. "

: Prelir'n:';n&ary Me eting s

. The begmnmg of Calice Teacher Center can -
be traced back to early dlscus sions between the

. . . . .

“a fictitious center




supe'rintendent of Sycamore'School System and the

- dean of a nearby college of education, Both were

fam111ar with the 'new. teacher center 1eg1slat1on and
had already discussed the idea of teacher center1ng

- with others." In their discussion they agreed that

the collaborative arrangements ava11ab1e through
a teacher center might be a way to improve teacher
education, particularly inservice education, The
two institutior s had a history of working together

. and the teacher 'center, in one way, made the rela--

tionship more formal.

In accordance with state law, a teacher

 center council was formed: “the super1ntendent

appointed six teachers from the school district,
based on the recommendatlons of the local teachers'
orgamzatmn, and two county staff personnel; the .

o dean appointed two members, from the college of

education.’ The Human Rights Council, a local

e community agency, was’ asked to select a c1t1zen

Tepresentative., With a council so formed, the

superlntendent appointed an acting chairperson

‘to act as director of its efforts. The first pre- ‘
1limin~ry meeting was held in early July, 1974,

to begin thinking about the local teacher center '

and to make plans £or sending a letter of 1ntent
to the State- Department of Education. ‘

&

Irnmed1ately, long and short range problems

. 'had to be faced, What might the center look like?

What-would be-its purpose? Who could part1c1pate9
How would it relate to ex1st1ng programs and
activities in teacher education? ~Who was to plan

future meetings? Where were they to be held?

- T »
)
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Who- should write the letter of 1ntent" How should
the proposaJ be prepared" ) ] ' -
. Sorne c?\uncﬂ members talked of a center that )

- - mig be a specific place, oné which could bé tied

‘ into an already existing learning resources center.

‘f Others felt the center should be a fluid operation of -
activities. Ev entually it was decided that the center
‘would function as a clear1nghouse and coordinating
agency for staff development. The group then dis-

. cussed possible goals and objectives for these '
activities in preparation‘for writing the letter of

’ intenj;-, k. : ’ > B . Y
‘ In these prehmmary meetlngs, prior to
writing the proposal “the following kinds of activi-
ties and discussions ook much of the counc11'

+ time:
N _ - _review of needs assessment té‘chniques -
g 2 . pre v1ously used to develop inservice
5 programs; '

' -rn'oney sp'ént_on‘inservice in previous -
. yearsg o ) . L E
Zpossible relationships between existing
groups and structures (for example, the
inservice committee of the school ’ :
district and the proposed teacher center s
council); -

-lines of accountability and responsibility;

- R
Ey
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- =examination of other teacher\\enter{;/‘/

"-_-university relatio‘cnship' to the tea‘cher :
“center; . -

_-relaticnship and possible conflict between
teacher needs and goals and school
district needs and goals,

After initial dlscusswns, the actlng diredtdr
wrote-a letter of -intent outhnlng the concept of the
Calico Teacher Education Center and presented it
to the school board for approval, Upon approval
the letter was sent to the Department of Education
in Tallahassee, ' With the planning underway the

- following groups were formed by council rﬁbers.
for subsequent proposal writing: '
R]

.

~needs. assessment procedures for the,
center, :
-activities of the center;

' -f\lture-projections of growth;

2

-organ1zat1ona1 chart’ and budget.
= for the center, :

e * !
.

el <

-goals, objectives .measurement pro- "’

cedures and data collectlon to be used - ':.”f

by the c entevr.

'I‘he-1deas generated by each task group were
reported to the full counc11 and revised., . The

42

e




‘ hen syhthesized the planning
groups' ideag and-wrote the.final proposal re-
quired for sfate funding.

acting dire

By late summer the Calico Center was

: approved by the Florlda Department of Education ° -
and procedures for staff selection were determined. .
The counc11 was charged by the teacher center 1.

- legislation with the responsibility of selecting °
staff, However, the council asked the dean, the
superintendent, and the executive board of the '

, teachers organization each to appoint one pe;rson
to serve, along with the citizen. representative, as
Zn 1nterv1ew commlttee for staff oselectlon, since -

o several councﬂ rnembers had expressed interest
‘ in the two, full- time staff pos1t1ons of director and
resource teacher. The committee reviewed the

- applications and made their recommendations,

" to the couneil which forwarded them to the super-
intendent for school board approval ‘As a result

the center director, a former-school district .
administrator, and a resource teacher, a former

‘classroom teacher, .were appointed and the
original planning group then.-became the off1c1a1
teacher education center council,

RPN

-+

. o " The newly formed council was immediately

concerned withe getting. information about the center

into’ the schools, To that end,- a system of contact

téachers’ was deviséd. Contact teache:-rs were

- selected in a varlety of ways (i.e., elected by-
teachers, appointed by principals, volunteered) for
each school and asked to inform the teachers in
their school about’. center activities,” In add1t10n,




P . - . .
the contact teacher was asked to infofm the center
-about the training desires of the teachers in that
« school. To orient contact teachers to the center
,and its fun¢t1ons, a meeting’ for them was. arranged
" _dur1ng the preplann1ng days of the 19’74 75 school
year

N

-

The September Meetingr - -
. ‘As the first offlcgl/éounc1l meeting took place
- in Septem.ber, it became apparent that procedural
questions relate to council organization and func- -
tioning were fundamental and demanded attent1on v
‘To facilitate the resolution of thesé problems, a {
comm1ttee was appointed to draft, a. working policy
- for the teacher center, Formulatlng and clarifying
the center s priorities was to become a lastmg con-
cern, one which ‘was often neglected in preference
to meeting more pressing needs. '~ : o Ce
. [ 3 .
Questions about the center s"budget-formed a
second important area of act1v1ty during this first_
. rneet1ng. Pertinent questions were raised: should
© budget gu1de11nes be developed by the full council -
or should a budget committee be appo1nted'? How .
should the council respond to resource requests by v
: teachers? What roles, if any, should particular .
council members assume? Spec1f1c problems had.
already arisen as requests were being received for
funds to attend fall conférences, V{orlung without
guidelines, the director asked the ouncil for help

; . in these matters. The council responded by sug- - 1
~ gesting emergency procedures o deal with these ‘
requests on an individual basis and called a special

- " .
. R




.~ meeting to do so. -This meeting tu*rned into’ a long, 4

e

-~  cdnimhittee and rewewed by the coungil, which sug-
.. gested some revisions and- finally approved the

I 1 o
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involved discusgion thdt resulted not in the gener,a»— ,
tlon of gu ehn s or priorities, but rather. in Z% i
and cons of each request, Thé

future aﬁ“tlon was. postponed } Although
dv@ decide on several specific requests, .
sorrie members felt the council lost an opportunity

to set long lm guldehnes for the future,
The October Meétlng L FE |
,ﬂ

At .the October rneetm.g a- draf; of the. workmg
- pelicy was preSented by the _previously established

a

draft, Howéver, the question of working: policy
was far from settled., In establishing a’ working -
poligy, several’specrflc items were J;roublesome, )
such as reimbygsement for attendance’ at profes~-
sional conferences and meetings,  the use of substi~-
tuteJand consultants,.individual résearch projects,
‘individual sc’hool training programs, and’ the
relat1onsh1p of teacher center activitg®to the school
disfrict's plan’s for sta.i{development Again, a
set of priorities for long term gdidance continued
to be set aside. The worl\mg pohcy was stﬂ.l in its
'*flrst stage of evolutxon.

s

S, -

Dunng the d1scussmn related.to approval e
of the working policy, three key issues came up.
First, confusion existed as“to the function of the
teacher center counq:ll Was it an advisory body,‘-v
or a polxcy-makmg group? ’I‘hé counc11 deferred

P Gy
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. td the legislative mandate which ¢harged the .
e council with the responsibility of recommending .
actions -tq the school bmzrd.' o ' I o

- 4 R . s . ¢

R ' S@t'.cnd the usumaf ammc;i membersth
was rame . The dxreetor asked i ,f there should 5

_ “be prmmpal raepresenzatzan.’ Smcf:’prmmpals ;
;. lare highily involved in the staff developmepnt pro~- '
) "ocess, were they not. bmn" left oui; of the teacher\f_
) . center decision procvss # There was’ some !eeimg
o ~that nerhaps prmcxpal mvolvv:*ment would 1mpr0v i
' ganm;umcatmns with thé schools, ' After discus-
sing various vxewnmni:s, mcludmg the pragtical
fact that teacher representation on the councxl ‘.
wollld have to be i agreased if a principal were ST
added, t:he: council voted to add a prmc;pal repre« o v
m*ntatwe“ Subsequentlv, ‘the 1591}9 of commumty - .
reprt;sentatmn wak vmsed The Fepresentative
- designated by thé Human Relations Board had -
expressed a desire to withdraw from the councxh

The group agreed to honor this request and invite
i citizen who. had served on similar groups to be o
the community representatwe for the remamder .

of the year. R R b e

~

“w L ¢

‘ﬂ*ird procedures for screeking finangkal .
. e rvqt ests were dxscuswd It was decided thata « . " .
) - slibe c‘:xm‘mttm:: would “work with the staff to pro«

DG&»(; budget cates,.orm: and e;-..pe;xmture limits,’ =
, . Whe countil woulds}"then act on the budget proposed R
o ,i‘w the subcomnitice, The councﬂ -also dalegated CC i
5 . methomty to teagher center staff to act upon - .
e yequests in apprm*eti categories up to $500 without’

*‘nr{hv"r ecunmi approval The overall budpet .. = o

ERIC -
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cwounld, of eonrss, be subjeet to school board
approval. C T

Again ¢ :Jpr@;m huny the general problem of
establishing a direction for the venter, the council
sgentified several tentative priorities for ¢ gtaff
developrient through the center: :

v

13

-the wmvolvement of tvachem in (ﬁec‘wl@nu
making regardinfy staff devel@gmwnt“

- greater concern with pregervice
teacher training, especially through
nproving university /public school
relationshipss :

«the development and @*e@haww of pragtncak
ideas for use in the ¢lagsroom, along .
<swwith an increased use of thgx@h@k’ talent ’

4

i Eraining prog mms@?: e

N .
R - '{ b
-aponsoring the devel opam«sm and dissem=
intation of new n@'!@ 1K and\mn@w’atmmm
~LUIPrOVINYG conter m@@ta@mn@ threugh the
developme- nt of activities re sarding - v
communic tron with the schools and
council] speration:
sthe encouragenment of a more thorough ‘
and .continuing prosram, evaluation, |
|
. |
3 : X . |
L *h;‘; meecting, overall Communication was
icieont m@l ¢ an additional key is cm@ for the ez;@nnmi.

. K .
R

s . - )
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Feedbadk from the schools indicated that neither
‘the existence of the council nor of the teacher
center was well known, Teachers were either
ignorant of teachvr center services and possibil-
ities, -or already skeptical about the center as a
new vehicle for inservice education, To help
alleviate this problem:, the council agreed to
partivipate in the field testing of some new
materials that focused on human relations proces-
ses and conununications shills involved in teacher

centering,
:

v

Suvernber Moeeting

At this 1eeting a number of special guests
were present, including the superintendent, the .
assistant superintendent for instruction, and the
dean of the college of education, . Their conmunents
vanressed neveral differont thenies and concerns,
all of which were relevant to the future role and
funetion @f“the.: teacher center council:

~The council was spending an inappropriate
amount of tin.e reviewing spp/cific pro-
posals on a projcct-by-project basis,
rather than setting directions, policies,
and making recommendations’ regarding
staff developriient, Had the council
inadvertently gotten involved in directing
the center staff to implement center |
activitivs before priorities had been set”

~Aetivities such as designing needs
agsessment procedures, recommending

s St
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staff development policy, identifying
criteria for project evaluation, and
monitoring the implementation of staff
development programs were suggésted
as examples of appropriate council, ’
functions. ' '

-Staff development is.multi-leveled:
individual, schodl, and program or
county-wide. How do all of these
levels fit into center activity? Speciffc
concerns were expressed about the
district level program supervisor's'
role in center activity.

-The council was urged to identify
teacher needs from a variety of per-
spectives and to plan in the spring
for teacher center budgeting.

-The visitors expressed concern about
their lack of information about council
activities. )

" These remarks, not all of which were brought
out into the open, caused a considerable amount of
reaction among council members, The record shows
the following kinds of responses: 4 '

!

" -The presence of people in power sug- -
gested their commitment to teacher
center activity. '




,
-The need to develdp a means of personal
communication with teachers to develop
a better understanding of center activities
! . *was. discussed. . - -

. =Methods for more effective communication -
to and from the schools and the college of
education were suggested,

,—The need to discuss various pOSbibilitieS
for data gathering procedures for an
. assessment of teacher trammg needs
. . was mentioned.

-The council should focus on planning for
next year so that carefully established
prlorltles tould prou ide dlrectlon for
the center.

-Suggestions were made to renew the dis- ) '
cussion on policy and procedures prior

to an'upcoming school board meeting,.and

' to discuss.the council's purpose in hght
of the day s discussion.

Some council members felt that a political
fmaneuver had occurred in which the '"bosses' were
trying to keep the council from gaining too much

_power by taking away their direct involvement in
approving or disapproving specific training projects.

" The December Meeting

By December the debate over a working policy
for the council. was not yet over. The meeting was

-

B ‘ R .
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spent reviewing the policy, w ith some changes
being. made. The council con51dered the idea of
including a list of tentative pr10r1t1es in the pohcy

" statement, but decided against doing so because

thé list was seen as needing further clarification
and refinement, There was also some concern
about the list not belng based on an asses sment of

“teacher needs, As a result of these reser\atlonb,

the list was tabled 1ndef1n1te1y

s

+

With attempts to resol’ve a direction f01‘ the -
center e*nchng again in frustration, discussion
regarding problems of communication resumed -
once more. “The center staff had taken some mea-
sures to improve the image of the center through

_a slide-tape presentation,’ meetlngs with contact

teachers and the distribution of a survey throughout

the school system. Sev eral of the ‘touncil members -
had recently attended a state-wide meeting on

‘teacher centers and had developed some ideas for

. improving commumcatlon. A task group was

formed to study the cornmumcatlon problem and
suggest appropriate stratﬂ;&g,le

At the close of the calendar year, we find.
the teacher cenf:ér council unsure of its purpose,

- and unclear about its role, but with some agree-
ment as to its operational guidelines., It should
be recogmzed that this lack of clarity was not
unique to this center, A general questlonmg of
purpose and scope was reported in Section II as
~a common start-up problem among all centers. _
The other :najor problems which found expression
in the early meetlngs of thlS council, such as

50




communication, needs assessment, and proper
relationships with existing agencies are also
common among Florida's teacher centers in the
first year, '

The Jé.nuary Meeting

As the Calico Teacher Center began a new

vear, a number of new business items appeared
on the agenda along with some old concerns. Ideas
related to inservice training for principals were
‘discussed as the new principal representative

reported a suryey he had conducted. In addition,
plans for needs assessment were d1§cussed with
- the m.rv(*ctor requesting help in designing an
appropriate: procedure. The chairperson reported
on his presentatlon of the center policy to the
school board.” The board approved the working
policy, but expressed some concern about the lack
of preservice activities and cftizen involvement,
'Thcy subsequently voted the following membership
con\'position for the teacher center council: three
citizens, ten teachers (three elementary, three-
‘middle school, and four high school),  two county
- staff, one principal, and twoq college of education -
faculty. Because of the change in _council compo-.
sition, the entry of new members became a concern, -
Training by a university project interested in '
building the process of collaboration was suggested
- as one p0551b111tv, visiting other teacher centers
- and having a state wide conference were suggested
‘as others.’ '

- A’ new concern for the council was emerging
as the.remainder of the meeting was spent discussinff,

™
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preservice teacher éducation and university/public
school relationships particularly related to field .
work., The following points were rnade in the
discugsion: } . < 5 -
N . | . . |
~supervision of interns by college of :
education faculty is inadequate;

-interns are not well prepared;
-the center could play a role in
" bringing interested groups toget}%er';

-university reWard‘ésystem does not ‘ .
" support service'in the field; - ‘ B N

g -defensive attitudes exist among

- respective role groups; .

-a university prOJect on collaboration

has made some studles in improving

understandmg - it could also serve

as a vehicle for bringing people to- _

.gether to exprebs cohcerns and share =, v '

ideas. : ’ ' ‘
|

A new dimension to the preservice problem

was disclosed as a possible boycott by the local - .
teachers association over a fee charge to teachers . *

was brought out in the dpen. After much discussion,
the council adopted a posture of collaboration ra.ther‘h
than one of igguing ultimatums and dra.w1ng battle
lines. When the discussion returned to training
activities for preserwce teacher educatlon,' a task

a

<
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force was set up to deal with Va'rious;probler‘ns of

preservice education. The council did agree that
some of its time and resources should be spent

trying to reduce p;oblem‘s of preservice field work.

W

‘The February Meetig &

The February meeting introduced a new
concern: the support of the center by the school
system. . . ‘ ’

"

A ~* The chairperson repof_ted ona meeting he
had had with the superintendent of schools. "The
superintendent's plans.for next year (1975-76) !
included keeping the teacher center.council as arf
advisory group, but doing away with the staff.
personnel (director and resource teacher) because
SN of budget cuts. He further suggested allocatmg
- the categorical funds directly to school sites.
Both recommendations dealt quite.a blow to the
" center council. Council members questidned the
"implic-at'ions of this possible decision and sent a
letter requesting that the superintendent attend the,
next council meeting. In addition, the entire
‘question of center funding was uncertain since the
legislation which established centers was being re-
examined, and the funding plan supported by the
. Commissioner of Educatlon was uncertain,

" The tof:ic of pfeservice teacher education was
again considered. By breaking into small groups
- with college of education faculty who attended as
“guests, several questions were raised, How could
relationships be strengthened? What's happening
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now?” What would we like to see happen‘! Where
have we ehperlenced successes? What are the
needs’ What resources are needed to implement
changes” As answers to these questlons were
.generated, - ugg,estwns were made to list suscesses
and evidences of cooperation which would ernphasue
" positive accomphshnlents and;report "them to school .
district per_sonnel legislators, and others.

»

The_ problems of needs assessment was be- P N
coming érwcial for the counc11 since planning wa.s\ ’
necessarlly tied to what: e assessment found,

., - At'this meeting.the director presented a possible
i needs assessment model. However, the weight .of
other concerns prevented a careful conslderatlon
. of the pr ‘oposed model, and the problem of a
- fthorough and systematic means for assessing
" teacher training needs pcrvsrsted"

" The M'afch l\h*eting

Th1s meeting began w ith the superlntendent
relating his views on the role of the Calico Counc11
and staff in the center's operation, He was con-
cerned about the a.rnount of money being spent on
‘staff rather than programs and suggested that the
coordmatlon of teacher center activities be assumed . ) .
by another county staff person as a part of their oy '
respons1b111ty. In his* yiew, the ¢louncil would con-
tinue functioning as a recommendlng bedy for
staff development priorities. Questioning the super-
iritendent, ‘council members indicated the need for
a full-time teacher center staff. In response, the
superlntendent agreed to reV1ew a list. of v1ta1 staff

1
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.made his final decision,
center

~"The April Meeting : . o K ,.-'

 the counecil,” A letter from the Commlssmner of

-, announced that- he had considere

‘school people about planmng for next year Forms .

..as sessnlent interviews had been conducted in two

.middle. school and secondary school contact

.~ both pr1nc1pa1 and contact teachers with the hope
- that scHool needs would be discussed at the local

" closure and future planning, the director estab-
lished the following sub commlttees

functions developed by the council before. he

Durlng thls meeting. r‘nn51derabk t1rne was
also used in discussions of summer plans for the

!

The Aprll meet1ng provided some rehef for
Education was received commendlng the Calico o
Center for its efforts, Secondly, the superlntendent

ca the report of the
council on center staff functions and agreed that .
one full time personiwas necessary
The staff reported on meetrn& with’ elementary S

for requestlng funds had been distributed, Needs

schools on a try~out basis. The teacher appraisal
process was. discussed, and plans for meeting w1th

teachers were announced, Ma111ngs were sent to

site prior to the mreeting,

In an effort to'accomplish some year-end

v

—Selectlon of permanent staff person and
contact teachers in local school sites;
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-Priorities and budget; | o e

—Pohcy reV1s1on and task group'-
. oréamzatlon,

. . =Role of council regarding center staff
and contact people. -

The May Meeting
' A o -
As the first year of teacher center operation
came to an end, meetmgs became somewhat con- N
fused, At least two factors contributed to this
confusion: .the anxiety comm\only experienced by
school personnel as demands press on’ them at the
A  end of the school year and an uncertainty about _ «
" the pendlng change in the d1rectorsh1p of the center.
The last meetings- of the councd'f y/ere 1nf1uenced
-b'y thesé factors and discus 51on Wlthln these meetlngs
often wandered: among several to;mcs.r -

. The May r*\tlno’ began with the-council
divided into the subcommittees esta.bh'shed at the
prevrous meetmg Each group's work focused on
plannmg for the next year; and each subcommittee"
later reported #s suggestions to the full counc11

Y : The subcommittee on the role of contact
- J teachers reported the follo\mng recommendatwns

—Contact teachers should be selected
durlng preplannmg, o




-Bimonthly meetings -of contact teachers
- should \be scheduled and those attending-
shou.ld be paid a stipend; .
il .
-A school site system of peer evaluation
should be densed for contact teachers;

. ; ' -Contact teachers should report on teacher
center activities at each school site;
e -More face-to-face communication with
L - contact teachers should take place -
s through meetings, social gatherings,
' and informal conversations.
i hese recommendations were approved and
img)h-mcntation was urt_{edf for next year,

The subconmuttee on pohcy formation
reported no reconunended changes in the centur's
policy approved carlier by the school board, but
did suggest the ne'ed for task groups to help the ‘
incoming director, especially for furtding review,

The subcommittee on budget and priorities
for the center called attention to the need for a

.framework of priorities which could give Mean-

- ingful direction in hudget matters. The group
fec@nunehded a formula for the allocation of funds
by individual, school site, and school district
categories, - The discussion generated by their

. report ranged over several topics including a
definition of staff development, the issue of using ‘

‘Substitutes vs..stipends to release time for teachers, |

“and plans for summer programs. : - o o

. 8 | : ' =l




With the dn-ectorshxp onen for nesxt year, the
: statf appointment subcommittee report received
careful attention, Since several people on the
c:ounul were applying for the position, a decision
was maae not to have the counczl sit as thL inter-
viewing body. The appointment of the director . .
“subsequently went through establisked hiring
procedures of the achool chstnct with some input
© from two couneil rz‘embwrs
The May n3 eetin;., continued with an vv‘gﬁing
" session which saw fufther discussion of the tollowmg
\
_teachers receiving stipends for
attending workshops;

-the questionable usefulness of
problem solving workshops for
teachers; '

* -the lack of receptivity of teachers
to the survey of needs assessment;

S
-

-the effectiveness of county-wuie readmg
inservice activities;

- ~preference toward the use of teachers
as workshop leaders

i

‘The Jupe Meeting

At the end of the year, the director.sihip
changed hands, THhétouncil agreed that some
informal meetings shopld take place over the

L
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summer, espeuany task proups, which would did
in the transition of diregtors,.
o : '

Eﬁ zin‘n w5 of budget guidetines for the following
vear, the u)nm,l teatatively agreed to distritfute
n?:‘;';z:’ii'-‘; ,,u,wrdum m.t w following catc?ﬁrms*
B0 S zmuh}’»am*d urow«:ts ‘suth agmru ed

asrograms by the councilg :

11 R Districtewide :arojﬁets sponsored
by the teacher center;

% 5 v&zmdu al prowects not assoviated
wzth the above categories,

The epuon plan for schosl-based staff develop=: -

recerved support from: the council, Howelery
“the council felt it zmogrtant that .sehools have a
¢treful plan for inservice work before they recetved |
RiEHOT irgn the center, Future megtm% would deal

[
-~
»
s
por]
Liad

.

.Mv‘ .

with inﬁmt% fur r“mmﬁns; who would receive and

annrove school plans for staf:deweﬁepvnent' and
when and by w }wm sehools ixould be informed &bous
the mew »}_ﬂ fur school- émg,w:i Lﬂmfx c“evelepment
The rmxm;ﬂ alse agreed to enlist ih@ nv}p of-
two outside groups during the next year in order to
hulp in two crucial areas: the improvement of c@uncz{.
slanning and vvaluation procedures, and specilic
smzmm. for the center nmmui -and staff in communi-
vation skills and problem solving skills, At the end
uf the first year, both Qf thes; areas were viewed -
as iraportant for the g@unml 5 effeu:weness and con-
mwd growth, . 5
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, SECTION IV
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Woonr effort vo far we have tried to 21ve the ’ .
duy «tomday detar 3» of the problen.s whieh have faced
{ teac er edud ation centers i their efforts to ntro-

e a changye 1o wa@m- mia‘z@ati@n. We have necese :
srdy bept general argpuments to a minunun, but .
therce are several pomnts which can be drawn topether

: Mo Section onogeaeralizations fromn the Florda

" LA 113 A2 Lag-+10 T :

it seers elear, 3f one 18 to believe sotse of
v ey enreent writers such as €, 2, Snow, Alvin
Eotfler, and Raseell [ Ackofl, that rapid change is
wath ouan o modern society, It appears equally clear
- that an avportant change taking place 19 a wovement
vvard participatory denmocraey, Interest groups
tn several of our noaer institutions, meluding public
eeltie aFon, A0 0w mmsisting on thewr right to parti-
cinate jnodecivions that affect them,

-

Lhe way an which teacher education centers
Banve beees skractured o Florida rc"@um VeTrYy well

; . ereroplify a kind of participatory svotem, They
3
!

)

sers desipned explicitly to enconrage a preater
; regres of participation on the pm*** of a1l these ine
volsed in feacher education, With the ext eption of.

"

o tew technical problems, most of the problems

o Cslisenssed e this mlrmrw**w»b have been exXpressiang

Q : ‘ -
(¢ o ey
I : ¢ . ?’g ’
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t
?
|
|




P R TERRE I TS T TE=IE SYRTAN SN SIC S SN P T ;»h‘ HE ST O D R R
Crrita cesterrn s tereonr M eddneation of teachers,
T wprivw, teras baer el glion venter actiuity
{ go e Baodped e ocetratponal cooperation and
et e e at el e ing dln dng iiterest 2rouns )
S e Lt Py e avion, HUM wer, the bew .
Dot o e tlerent trorn the nractic ax the ideal
oess et e fae o real, 3 Eewtl’ ctetiee k*.t..&‘:%i‘f‘tj
Yo katt ot B 1o foaed gt hoere rhe Dett e
ezt gaten ek de regnired ) shared
e v ) it ooe b really work, Alsa, the
cove ore e e bocronny hase ro be Prassan, i .
s et ke areon, vaeoh e ber Las to
CooE e gt ter pree, fiamnine this unders
AL 15 Cerr e by el T, Brarticipasts
- BN ﬁ.anh'a'ﬁ! sl Lietie = ’
LY. b astiesry confey
T s boans of fre t
) d s 'EANNCE TR 3 ST ATEE S ‘\
Py TEATT e e Te s SOTAND e AR UM e SKETrY . i ‘
AR 3 ,‘ , A " . . ) !
N ' - . R )
{ ST e e E I ie e efated] ter 4
e e toacher I - i
NS prg Peaset] .
CoaEty TS0 LIRS 3 P E LA ‘
st Tyeesd 0 *m”«i*wh» 1. '}
Towe wortAnt e rineiion amd )
LRI ey arien can ondy nnder }
e 1 1o dedrgned ta he . L
Pt e e Bed verter an Plorita, Onee '1
ot bias to bLe . |
. ARIC 3TN, |
. o . |
|
7L - |
«* .
] e .
A : / . )
o : T . / - .
ERIC v | | \. - |




ERIC

[AFuiToxt Provided by ERIC

Cacioeserrent than do ofty ones,  Centers nay

Berause of differences in role and background, all
council participants may not be speaking the same
<art of lanunage, An acquaintance with local jargon
ant wpecialized phrases of educational personnel is
required and some training in communication skills”
ix venerally recommended, . -

N \l".‘-—' . - .
Since teacheredication centers in Florida
are not specific places, they suffer fron: an identity

nroblern,  Many centers have gone to considerable /9,,;5
expense in making slide-tape presentations or ‘,;ff/
noavies about their center to be used in making the. ~,,;'f' “
conter well known to school personnel., Centers /’

haw e honed that such efforts would help them gain /
neeerd support,  In this way the problems of grass- =
rouks =annort are often linked to communication ﬂ

with classroon. teachers,  Yet, ‘the problems of i
sunsert mav very well go beyond communication
with the field, In the past, inservice education 4
Fas not heen popular arong many fcachers, Teacher
criication centers will gain, support from teachers
gn the biasis of e services they provide to them.
Crrters will be daawerd by the fruit they beat.

uperience susgests that modest and rea-
sunable voals seen. *o have & better chance of

aeree themselves well by focusing on projects
shit 1roeet lnanediate teacher training needs and
that vian be accon plished in one year., Several
sneeessful protects can help get the center off

* v;‘.;;‘{:)?fjd l"'«icirtu .. . < ' :\ }
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Teacher education ceriters, as a proéess‘of
institutional cooperation and shared decision-making,
‘come into conflict with the existing procedures for

+  conducting inservice education. Fer example, the

' pei'sonnel and procedures associated with school

rict plans for insérvice training and staff

developrnent required of every school district by
the Department:of Education) and those: assoc1ated
with college camipus and off-campus offerings are .
already operating when teacher education centers
come onto the scene. -Making provisions for initial
co-existence, communication and coordination is
mandatory. To the extent that centers demand new
behaviors in the conduct of inservice teacher edu-
cation, strain between the old and new ways of
behaving will occur, '

As centers face their future, they will have
“to face the question of their proper. institutional
alignment. Under ‘current legislation they are
placed within school district administrative units,
which may eventually lead to the use of the center
by the school district or the Department of Educa-
tion for their own purposes. Without question,

, school districts have a large stake in center opera-
tions, particularly since they are the largest
contributors to their operatien,—Yet, under present

—M’mngem, cénters are ultimately a part of their
host school district and controlled by school district
regulations, If a question arises, the school board
has the final word. This may eventually act to
erode the confidence of college and teacher parti-
cipants in the center, If the teacher education
center is to be open for participants, it may have
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to become a more indepehdent agency.

One of the most exmtmg aspects of teacher

_educatlon center development, in our view, is its

potential for establl_shmg new priorities, new

-structures, and new patterns in.teac¢her education,

hoth préseruice and inservice, Already some
practices are being questioned as center operatlon
is forcing an exploration of several issues that
n.ay lead to imiproved education for Florida's

“teachers. Indeed in their first year, the success

of teacher education centers can be better mea-
sured by the issues they have forced to attention
than by actual changes that they have been able

to manifest, We fael a lrist.ing of these issues is

-a good way to conclude our examination -of teacher .

cducation centers in Florida. These issues por-
*ray the future landscape over which teacher
ediucation centers will travel in their future,

Who "runs* "the teacher education center?
Does any one group have more at stake than another?
What miakes the center legitimate to the partici-
pating agencies” Who is ultimately accountable
to whom” How should teacher education center’ .
resources be generated and allocated? What °
role should the state play” FHow does the center
fit into the total ecducational scene> : ‘

How are teacher training needs most
appropriately identified? What are the advan-
tages of various needs assessment strategies”

Does the mandatlng of inservice training needs
by “higher-ups” have a legitimate place in centers?




13

. Once inservice needs have been identified, what

should "delivery systém‘s” look like? What are
the appropriate incentives for part1c1pat1on in in-
service programs? Are.current inservice

strategies appropriate? Should inservice teacher

education have long range programs goals or
should it be determined solely by immediate
training needs as expressed by teachers? How
are thestraining needs of individual teachers,

‘specialized teacher groups, .school sites, and the

school district to be balanced?

Are current institutional normis appropriate |
for teachet education centers? Reward systems’
for college faculty, school district administrators,
and teachers do not seem to facilitate participation '
within teacher education centers. What are the
implications for the college of education as faculty
assume a changing rale in inservice education?

. How is their increased participation to be funded? ~

Will university personnel have to be retrained?
What about public school personnel: will contmulng
education become part of the job description of
teachers®™ Does increased teacher involvement
and leadership 'in inservice education have Aa.n’y

implications fof the role definition of teachers?

What happens to the roles of curriculum and subject
niatter supervisors at the school district level as

their role in determining teacher training programs

diminishes?

These questions pinpoint some critical future
issues for those interested in teacher educatlon centers.
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The dnswers tg these questions will have to be
sorked out by those involved in various aspects
o7 public education. If teacher eﬁaucation centers
enable the various interest groups in teacher
education to work through such issues in ways .
tha! provide valuable learning experiences for
teachers and viable forms of institutional co-
operation, then teacher education centers can

be considered a success, We hope they will be.-
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The purpose of thisf bibliography is to provide

" useful stariing poirts in the literature on teacher:
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centers, If you have access to ERIC microfiche,
yvou will find a great deal of information about
centering there, '
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APPENDIX A
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On the following pages wé have 1ncluded .
examples of an instrument de51gned to survey the '
inservice needs of teachers in ‘the Southwest
. Florida Teacher quca,’uon Center, Lee County, 1_
¢ "Florida, All teachers are asked to respond to the

~first forty (40)°statemients.» Programs begin

with numbér forty-one (41} and have va.rzmg .

numbers of questions. - Th‘xs ba51c format is used

to colléet data in the following areas: - Elemeéntary:
~'Physical Education; Secondary: Social Studies,
. Science; Music, Axt, Physical Education; Foreign
‘ I.anguages; Indusirial Arts, Exceptional Student : .
. F.ducation, -Pupil Pérsonnel, Media Cooperative A
~ Education (DE, DCT, WE, JE), Business Educa-

tion, and Home' Economlcs

-

This procedure, or an adaptatlon of 1t, is
also used in the Polk and Sarasota County Teacher
Eiducation Centers. :

-
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